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A GUINE TOR COTLTTING TITMDSS REPORTS (™'RFOMANCE) AND (POYT NTIAL)

 This Han'book is for the guidance of sun-rvisors ond administrative
offiel -1s in commleting Titness Remorts. Genersl «olicy end nrocecfural
STATINTL guwi“ance is ~rovided in_ Titness Remort, and on the
“’“‘ "neas Fe-ort Forma.
1. WHAT IS A TITNCSS WPORT?

8. A Titness Rewort is a form for recording the o~inion of 2 suner-
visor about the wverk -erfermance, suitabilitv Cor melovment, and oten.
tial of a subordinate. The Renwort ic only one elemsnt in the gencral
evaluations vhich are constantly being made of emmloyees, Remorts which
are renare’ carefully uii!.l be extremcly tnluable for consideration in
cormectisn with the ﬂevelmmen‘t of ecareer nlans an® the rovicw »f ~ersormsl
actionz. On the other hand, Renerts which do not “airly reflect the in i.
vifual®s ~erformnce an® notenticl may lead to -ersonnel -ctions which aye
Tetrinental te the in'ivicual, the sunervisor, and to tre Opranization.

Do Fitness Remorts will be of wrimary int-rest to tio prouna, Timloyocs,
boing rate” or evaluater, are rightfuily inters-ted because of their natiral
decire to know vhere they stan® with thelr surervisor{s}. It is the fr.s
nelicy of this Organizztion to sivvmort this richt of the intivi wsl., Tt s

~sdro cicar that management re~uires informa*ion on meorsommel ~erformenee

ant sotentizl, The Rerort is desisrne” ae that both of theze interesta swes
met through “1i""crentiating betweer the eynluation of Job nerforrence~<ihs
subject of ~articular concern to the omlovee and hia fmmeciate sunerwigor,

n¢ the evaluation of otential--the subject of ~articular interest te
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_ secpndary leyels of suncrvision and to career service elements. Oninions
l c?ncer;;./xg an individual's nerformance or notential can %anﬂ willi differ

legitimately. -Fenee TEports remared—by—different surervisors—onthe—same—

A1l that is recuired is that each sunervisor
give his konest o-inlon after carefully observing his subordinate in actlon,
Over a peroid of time the series of re~orts nreﬂgred by several different
sunervisors will nrovide a »rogressively more accuratc evaluation of the
individual concerned,
2. DACKGROUND OF THE WW*7 FITIESS RETORT

The initi~l evaluatlon system in the Organization was the Personnel
Evalwﬁién Rerort (PER) introduced in 1952, Tt was sunergeded by the
first Titness Renort which was introduced on an exnerimental 'bz:zsis in

Pl G-

November 1854 )a-né-tm c‘esiiz;e;d to nrovid_eaza Renort mere suitable for
selection ~urvoses, With ¥ introduc nn’\wlans we@j laid for continuing
study of the evaluation »rogram. The study was largely concerned with
finding out vhat sumervisors at all levels wante” in a fitness reﬁorto
This annroach recognizes the conti‘oversial nature of fitness renorting,
thei'e being alnost as many o~inions about it as trere arc neonle, b

eovaring x%at a majority wanted and how the majority were using the then

current renort became the basis for the nresent change. Snecifie stens

in the develo-ment were ag followss
a. Anslysis of the renlles of sunewisorsg;he oruestionnaire eir-

culated about the November 1954 Fitness Renort.
b. Analysis of the content of com-leted Fitness Reports and statistical

studies nertaining thereto.

Z
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o Interviews with Onerating Officials, afministrative officers,
swnervisors and nersommel of Meers throughout the Orpsnization conceranlng
this subject, |

d.  Tevelo-ment of a revised Pitness Rewart, roflecting the fintings

)

tiat hod been srrived 1%)1n order to ~rovide a hagis for further “ig-~

. Submission of this ~roncsed revision to a rumber of omerating
oticieis, administreative officers, surervisors snd nrrsennel officers,

Irom all comronents, in o series of mestings Tor ~ro and con “1iscussions

eoncerning all asmscts of evoluatiop remorting. Fach grown snent much

fo The draft of the Titness Renort revision wes further, and ~uite
mprkedly altere” as s regult of these mestines and nres@n‘heﬂ/‘a task foree
of the Coreer Cm:(xci}_ asnecially a~ointed “or this -urnase.

B TheArevisinn was oan M~’r~? tted to the omerating and adminig.
irative officlals to be sure the substance of their critieclsms and recormandge
tions had beon Incomorated,

h.  VWhen peneral agreement was indicated, the ~ro~osed Fitness Renort
vevision was yscommnded to the Carecr Council by the task force, The
Semeild afonted the weviser %ﬁﬁr'bﬂ
e, TUO PARTS OF THE TITNESS RPETORT FORM

Jeb nerTeriance and emedeses otentisl vere the twoe ~oints ermmhasfized

3
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during dlscussions with makers and users of fitness renorts. The revisions
reflect this emhasis., The emmhasis on job nerformance fits in with the
ﬂ: indigidual®s right to know how he is doings the emhasis on notential fXo —

erFRas-y 1ith an organization®s right to ob%noformation nermitting

s

efffective and fair nlanning. 552}3!& uges of the Renort g w%e latpd
T &?%NA A oA Vet

and "t into senarate narts of the fom/\to nernit the annlication of the

A fferent policies annronriate to the nurmoses in each case.

Qe =z e ST M 47511?% I Performnce'gis designed to elieit the

sunervisor's oninion concerning the on-the-job nerformance of the
individual. It is concerned with the ﬂroductivity/\quality of ner-

7
formance of the emnloyee on the job g he is nepferfing., <Ssecad

padee=tie—tim trr—etrcumgtaneescipdewedew, 1L Js Orecanlzation wolicy
2 4 7, l /ﬂ“/ -'_~ .
g@,},ﬁheem}oveehas e right {h see this rart colelmeghowbho-ls

the sungrvisor may elect not to show it the Renort, ot
/—ﬂ mRMOﬁ \4;1

: & srmortSye an adverse action, vwhonSRe—wr-mere—sdmiie
S e o e ko Tl B ¥ i~ 2 %

(1} when there exists umusual onerationsl eircumstances such
as those at a small station where the rater and indivicual
being evaluated are working and living in very close nro-

- ximity and constant sceclal interchanpe between them is

necessary?

4
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(2) Vhen, for medlcal or vsychological reasons, it would
be illadvised to show the individual the renortj |

(3) Vhen security considerations nreclude showing the
renort)

(#) Vheri the sunervisor and individual being rated are so
vhysieally sevarated that it is immractical to show
the ren_ort.

When the swmrvisor elects not to show the Renort to the infividual
being rate?, for one or more of the above reasons, he shall give the
veasons for his action in Section B of -Part I, The individual mey
subsequently be showm the renort by the head of his Career Service
unon request, security considerations nermitting. Suggestions for
the conduct of the discussion or interview which will accomnany the

shm-;ing of the Renort are given in naragranh 5, below.

Do : : ,{Part 17 -~ Potentia]% is designed to nrovide
onerating officials and nersonnel officers with an oninion con-
cerning the notential of the emmloyee. Such information is necessary

if due consideration is to be given the emmloyee 1In pssignments, »ro-
%anﬁ other

motions, selectlon for membershin in the Career
agtions affecting 4he status,of thssdriividegd, This nart of the

Renort seeks to nrovide management with the tywe of information 1%t

should have to mg@e :’x\r%? develon wersonnel., ¥==. Organiza-

tionm By YILL Iggl‘ BE SHOWN to the indivicual being rated,
5
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4o  CUIDANCE-EQR RATINA—OFFEOERS=SY- COMPLETING THE FITNESS REPORT AFART 1 -
 PERFORMANCE)

SECTION A. GENERAL

411 ten items of this sectior should be completed sccurately ané use

abould be made of officlel records, as necessary. Speclal instructions

for completing this part of the Report in the Forsizn Fleld should be
garetuliy observed.
SECTION B, CERTIFICATION

{tam 1. For the fater - The supervisor rating & subordinate should

e=ncport, for guidence concsrning

sxceptions to the policy of showin: eseiod-shewisy Part I of the

taport to the subordinate,

SubsTtem 4 - The last statement of this part of the certificetion
7 is not %o be confused with Itam 1. Iitex 1 will be used to

:‘ind:icate? whether the individual being rated was shown
/A
the compseted Report (Pose®), ‘I‘he finnl stetement of

uﬁ—/ item A should be checled Wba%j oj.rcump.aé:imes ﬁ « W m

job performance.

31b/=1t8m B~

tia Poten is the w56, the (Jeport. 18 sijmed by the

supervisor.
:‘:iub/:{tems C and D -~ Self explanatoury. Note specisl iunstructions

for use iIn the Foreign Field.

é
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A

2, For &2 Revliewins fficisld §’a Jnstructi}:

for the Reviewing Official.
— .
Sup-item A - "phis B &1 is the des 'i'.be Rept:t i signed by the

_ Reviewing Offlcisa .
Suir-Jhems B end C - Se [ explanato yv. Note apecial instractions for
use ir the Foreign Fileld.

JOB PERFORMANCE EVALUATION

1.  Rating on General Performence of Dutiass . %ewr réting of the

arployee in this section should be bssed exclusively on his

produetiviity on the job, meaning the quelity snd gquantity of his

vurk performence. It may very well be that he is potentially worth

uwore to the Crysulzetion in enother cepacity or that he is very

vieasant to have arousd or that he is in some ways a distraciing

snfiuence in the office ~ but he must be rated on bow well aend how

repidly he sccomplishes his assignments. Other faotors sre reflecied

lster in the Report. 4

item 1. COMMENTS - Add wigElwmy olarifying comnonts yowees con- R

W ACYV D

cerning his performsnce in getiing the work scoomplished. %
opinion of his produciivity is wanted.

2.  Ratings on Performence of Specific Duties ~ It is rare thet

Lo ;;obsg even those identically classified, are sxmetiy the

in all respects. In this part of the Repo;lﬂl the oppor ;azmi Ly

to spell out, preferably in the order of thelr importence, the actusl

functions of the job bedng performed by the indiwiduael being reted.

In teproviogs item 1, yeu tcat;i\‘an over&lﬁting for the

performance of this individual., In this item yew should determine

Approved For Release 2001/05/01 : CIA-RDP80-01826R000700100016-1
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L

the functions F@ vprfoims, 1ist them, and reis esch one separatelv.
Por exawple:s Two stenographers ere working for the same supervisor.
(me hsa the specdal duty of meneging a filing system, the other of
serving wg oifice receptlonist. it least one Dunction of each of
these would be different and the employses would be rated sceording
t the menner in which they perform such funetions. Furthermore,
superrisors wil? find that they expect different thirgs from
mibordinstes 0 terms of such faotors ass leagth of serviee. age,
siperience, eie. These conditlons ars reflscted in the assigmments
Ziwan Indiwidioeis snd should bte reflected in the rating applied in
this section. Very careful censideration should be giwen this

saction because it is an lmportant bagis for evaluation of the

arployee for future sssigmments. For 4@ i +!ll form the main
besie of the interview with the employee concernin: his performance,
Ttem 3. Nerrative Descripiion of Monner of Job Performance - Do not

sgeentislly repeat thawvm yougmie~ cyvressed in Item 2 above.

6~
In addition, =< mmere on any

swbenuating ciroumstances (family oproblems, cutsids distractions, ste.)

ativity of the smployes.

SESTION D.  SUITABILI®Y FOR CURRENT JOB IN CRGANIZATION

Ae opposed to ths reitings yew-mmmb jiven the employsz in the preceding
section of the Rsoort - this part sima%/(f-d)e used to svaluste or express

P
opinion of the smployee in an overall manner as it eppiies in his

P
| 2001/05/04 ; -RDP80-01826R000700100016-1
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work. For example: 4n employee may not be highly produective but he may
be good for the team; he works well with others; he is useful in many
ways nob directly associsted with productivity of his assiynments.
{onversely, the employee may be a8 great producer tut hie work is done atb
the expense of teamwork, i.e., he disrupts harmony, does not fully
cooperate, etc. In short, sum it up., The queation following this
section concerning "suitability for some other posiition” abould be conside
ered and snswered regardiess of the neture of the previcus ratings if ths
supervisor has a sound recommendation based on the experience and intercsts
of the employee.

4 SUGGESTYONS FOR THE TNTERVIEW WITH THE EMPIOYEE WHEN SHOWING HIM THE FOid

IS
—EE=88- 1 CENTRAL AND INESCAPABLE ELEMENT OF A SUPERVISQR®S JOBATO EVALUATE Hiz

SUSORDINATES, CONYEY HIS FVALUATION TO THEM, AND HELP “KEM DEVELOF AND IIPEUVE.

ihis is & continuous responsibility and is not adequately dimhare;;ed by the
eingle intecview at fitness reporting time. Fitness reporting time, however;
doss provide s convenierit time for a genersl review of an empioyee's persormence.
This discuusion is one of the most important perts of the fitness repcriing
procedure. Like eny other interview, the skill with which it ie condveted

In

will increese with the care the supervisor t%ﬁmm{% for it.' Looking

over Part I (Performence) of the Fitness Report .  F-ig

likely source of the—wewrrtiNg discussion will be Section G2 vhere -

=b. It follows, tharefore, ,
L Ao

B
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» Lasis for the inberview. ne thougsht the supervisor

yuts into completion of tlis section, the cere with which he marshels current

i3iustrations to back up hie ratings, snd the ingenuity he spends in thinking

ap specific suggestions for the employee will make e great daal of differencs

on how the interview goes. I[f the intervisw goes badiy, worale of the empicyes

g 3
Ly

swfers. 1T a supervisor bos eny doubt sbonl his abilivy to deal with the

ersiome in a speeiyic instance, he should consuit wita hls supervisor.
Gensral Suggestion
Gemny cha employes naynhivipste in ibhe determinstion ¢f the elemsnls 1o

ta rried in Seaticw 07 18 one ges mathod of yeiting the interviow off

irh. Such & iiscussion will clurify for the smpioyee what is anc

an brun expected €S i, Thie

cisooocion could be nald st hhe time the report is completed, with the
copioves seelng what is entered on the form., Prefersbly, it should be
1aid n pdvence of fitness reportin; time 8o that the esployee will know
cn whel specifie dutlas he is going to be primariiy evaiuated., Super-
Siiees smst be prepared to yield e point if the employse can produce

e d AR ﬁmt the supervisor has overicoked. But, supervisors must also
he prosered to meintain thelr judgement when the employee has nothing but
« pencreiized opindon not supported hy gpsacifics.

aneeiiic Suggestions St

&

‘1% Yrepars for the interview., Heve g

~

woifin and curvent illustrations
th herd to sheg _ evelaction. Ao ac 4]{
{2} s sure the emoloyse understands the purpose of the interview.

12% Tspin the discucsion of how the individual rates with a good point, if

xt all possible. Try to give at least as much credit as criticlem.
Approved For Release 2001/05/01 : CIA-BIpP80-01826R000700100016-1
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{4) Encoursge the employee to telk. Listen to him. Schedule the
interview so there is no need to hurry through it. Remember the
attitude 't..he employee develops at this interview will affect both
him and%%e to come.’

(5) In discussing weaknesses:

| (a) Be prepared with current illustrations of them.
() Be pr%ej with suggestions for improvement.

mes, the employee can do Wamit,zmega t) AR _

ﬁﬁg, need for change in assignment

(e} A??idA o

- or. release because of '.t‘his weakness.,

{(d) Keep the diééuséion oriented around a'comparison of the
@ employee with what N N
(e} Avoid making specific comparison';)w othels

since it mey only lead to gossip in the unit end subseguent

morale problems.
{6) Close the interview on & positive note such as encouraging the
employee to meke suggestlions on what he should do during the next
rating period, or what’k/am to mske his job better, or
% ey Wty A

(7) Adept these suguestions to your own personality and manner of dealing

sunmary of what

with your employees. Interviews in which a supervisor is clearly
not behaving naturally are not usually successful.
(8) Should any question arise concerning Part II, the supervisor should
 gtate that policy forbids him to show Part II. If employ:
o o TR
continu/e}«s&x;?_pre s the discussion, _.yeu-should/krefer bim to your

~

supervisor for further information,
Approved For Rele.(ése 2001/05/01 : CIA-RDP80-01826R000700100016-1
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6, GUIDANCE IV CONPLETING,TIF FITNESS REPORT/ (PART IT - mmmmlgj

SECTICN E, General

Az taft itens of this asection should be completed accuratsly and
u8e should be made of official reeor*dé, as necesaary. opeclel ia-
gtruetions for eompleting this part of the Report in the For;aiga Field
should bs earefully obsarved.
SECTION F, Certification

Ttem 1, For the Rater - Imsert the date the report is signed in
Subw.Ttom A, Svb-Ttems B and C are sslf explanatory. UNote special in. |
astructions for use in the Foreign Field,

Ttem 2. Tor the Reviewing Official - Ingert the date the repor:
is signed in Sub-Ttem A, Sub-Items B and C are self explanatory.

Yote spoelal instruetions for use in the Foreign Fleld. -
SECTION G.  Estimate of Potential

Tiem 1, Potentlal to Assuma Greater Responsibilities - Gons1deratfin %
showid s glven to the innreased responsibilities thal would ascerus I
the ivdividusl is to assume a positiom in the pormal lire of progression, .

In soms cases, this meuns additionsl responsibilities within the same

Time of work requiring perhaps only greater self direction or 111:31‘9;18@@_% i
knowisdpe of the work, In other instances it may invalve additional 77

2B, such as supervision cver others, plamming,
- A
Teem 2, Supervisory Potential - Here asked for the besit

opinlon-gewcan give, For employees whe have not bsen in a supsrviscry

position, the estimate should take into accoumt any aptitude (or lack

12
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of 1%) vhich may have been shoun by the employee, for example: in his

giving on-the<job inatrushion to othars; in his getting the cooperstion

of the clerks cor typlsia; or in his assumphion of legdarship in t83k514u312ﬁ447
egsiginef to a small group of which he is a member, I , 1o

chance %o evaluate such actio on the nart of the individualzﬂésa will

have %o rate the‘empioyae on yawr best guéasﬂas to how he might respond

in a swaearvisory pesition, uéing_aa a,guidqh ‘&Z££2;;§;§ae by OthePS’ihﬁjdl.

a mroup as evidenee of perzonal leadership, and his ability to organize

anfl earry through his evm work, o | .

Toem 3, Ccmments Goneeg%ézg Potential - Add here amy further remarke
or slavification concerning yesr-opinion of the amnloyeeﬂé potential | yek—

aishabomertiom—
SECTION d,  Future Plans

Ttem 1. Troining er other Developmental Ixperience Flammed .or -
Tsecrmeiriad for the Individual -~ Inelude plans for onpthe-job training,
davelopmsntal rotation assignments, formal 1ntar§a1 snd external %raining
ard other plans which may be 1néorporat@d in céreer planning.

Tion 2,  Note other Factors,... - While on the hasis of experlones,
training and other factors an individual mey have varying degrees of
potentinl, this potential is affected by other circumstances vhich nay
permancnily or only temporarily condition his potential, such as family

41lnenn, Please note such here,

23
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SECTION I. Description of Individual

This section requires a very critical analysis on the part of the
superviscr, Tach factor should be carefully considered. Tt is hest
to try 4o think of conocrete examples in each case as ﬁherrai;ing is
appiled. Remerber ‘&he@ is a rere ecase vhen an indlvidual does not
very widely igf\ﬂ fae‘to;)s swch as these, covering=lismbsisnvdenty- App&'qggh
each factor separately, without relation to others, and apply a rating.
Thi=s section 1s a good test of the supervisorts ability to cbaerve his
subordinaten.
THE D'PORTANCE OF THE RATER

Fiincas Neporie can be no bebtter than the honesty and objectivity
of the individual vho makes them. They sirply represent recorded opiniona,

The oplnlone remresent the evaluation every superviser mekes during the

" conduet of hiz Job.

One of the importent elaments in a supervilsory job is the ability
to make and report sccurately such judgments. The supervisor has the
dual responsibility of (&) mﬁinu upomnds his judgrents to b W
A0
neat s Lotter declsions and (2) S commmicating to his subordinates
his Judgments to help him' do his job better,
Since Fitness Reports .are merely recorded opiniecn, they are not in-
fallivla, Stenderds of Job performance differ, Interrretationjof words
differ, abil? H;g/) judge others differ, There 18 no reason for two peopls
to inevitably agree in reporting about the perforrerce and potential of

an indi'virlual) /ﬁ%r is there any reason vhy supervisors cannot change their
i
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opinion as they observa the Individual gar Hence, successive
reports from the same superviso % axpected to differ,
What enn be expected from & rater under these circumstances?
Rasleally, an homest atterpt to record an opinlon arrived at as
objectiveiy as he knows how, Vthen in doubt about hovw to rate, make
an effort to get more faets, more observations. Of one thing we are
eertain -~ attempts on the rart of a supervisor to gusss what standards

othors will use% to influence action by d?liberately rating high, ean

only resuli )in the long »m )mm errorz in persomnsl actlons whem.

‘ Fee~and 1@83 ei"f‘icient wvork on the part of the
Orgemization. va -rating out of a genaral feeling of kindness is 01334
of the most diffienit metiers for a rater to control. le should eonsider
the following:
a, It is no real favpy to an amployse to overrste him
hesauses |
(1) Such evaluations often lead to sssirmmonts of
aduties and responsibllities vhich the individual camnod
naster,
(2) T moy very well obscure the fact that additional
training for the individusl would be desirable,
{3) Tt morely tends to put off a supervisory problen
vhieh should be met as the employee developz his work habits

end practices,

b, Of even greater Importance, perhaps, is the fact that
overrating some individuals is wnfair to ﬁhose doing &8 good or
ﬂbﬁtter There is a limit to the upmer ranges of a rating
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aoale and to the extent individuals are overrated, th r ond
o less meaningful in those cases M% is

of the saa}e ol=)

actually

THE ROLE OF THE REVIEWING OFFICIAL

l

For himself vhether the supervisor 1s either under or rrating the ane-

Primarily. the reviewing official has the responaibility of deoiding

ployee eoncerned, Reviaewing officials should recognize that their frame

of refaﬁéﬁcs concerning an employes with vhom they may have contact only
cecasionnlly is different from thet of the rating supervisor uh (ﬂ

is in constant contact with the individual. On the other hond, He % W
be betlter sble to raie the 2bility of the supervisor to rete his subordinates,

one of the major functions im his evaluation of the supervisor, Reviewing

efficials are specifieally asked not o require supsrvisors to re-urite

Titnees Roports with wnlch Hessr dd not agree., Inatead, the proner pro-
codwre Tor the reviewing officlal is %o add to the Report, in the space
provided, his comments on the rating glven by the supervisor., The eval-
waticn proviced by the suﬁéﬁisor shﬁﬁld e his own opivion, Tt is -
slrsszed That some disagreerent between rater and revicwer 1s normal and

expaciafl,

16
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